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20 February 1373

SEMORANDUNM FOR THE RECORD:

SUBJECT: Renarks of Mr. Andrew *larshall

1. Mr. Marshall met with the Senior Seminar from 0330
throuch 1000, Thursday, 15 February to discuss the topic
“"Intelligence Products: Problems and Improvenments.”™ When we
considered inviting Mr. *arshall originally, it was with the
idea of hearing him talk on his work in the field of net
assessments as a subject fittine the week's theme of '"New
Methodnlocies of Interest to Intellisence.' Vhen ¥Mr.[____ | STAT
met with him, however, *r. Marshall suggested that he concen-
trate instead on the products of intellicence to which we agrce:d
in view of recent changes. Accordingly, while Mr. Marshall
occasionally referrad to new methods, it was in the context of
exhortins CIA to experiment with them, rather than the substance
of net assessment as a new techinique.

2. Mr, MMarshall began by s , hat in his talk he would
encourage us to ennloy new technlq a greater extent, but
that he would also address the question of the difficulties which
arise in tryings to dtlllgc them. He then launched into a
lengthy <iscussion of the intellircnce product as he has per-
ceived it from the vantarce point of iils earlier associations with
the Agency and the Irtnlliﬂﬂqce Comnunity while at RAND and parti-
cularly from the perspcctive of Hls nresent pesition as chief of
tire NSC Intelllgoncc Conmittee's Net Assessnent Groun. llis
rcmarks about the product were crlglcal in varying degrees and
are based, according to Mr. Marshall, on comments he has reccivad
from “consumers’ whon he Sﬁec1flca11y identified as ‘members' of
the NSC staff under br. Kissinger.

3. His criticisms are as follows:

a. The intelligence product and the production
organizations are deficient in their “communication.® In this
connection he menticned writing style., He said we do not cxperi-
ment enough with different formats. lie singled out several tines
the lack of aaequute summaries to accompany longer reports and
critized our summaries as ''not hard hitiing enouqh," i.e., they
do not summarize the conclusions of the longer remort wecll or
firmly enousi. ife mentioned that "uncertainties™ concerning the
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judgments and estimates in the intelligence product are not
adequately specified for the benefit of the reader. Ilie cited
the "anonymity" of authorship as a major problem on the grounds
that a consuner comes to trust an intellirence statement on the
basis of knowing the individual whose judement is expressed.

b. The second set of criticisms concerned the 'focus
of the product.” This Mr., Marshall characterized as writing
about the right suhjects in the right way. He stated that he
recognizes that intelligence producers do not get nuch feedback
--and that which is given is skewed in favor of praise. ile
assigns blame to the consumer who is busy and does not know
what he wants, but particularly to the producer. He criticized
the Agency for failing to do "market research.” I!le acreed that
the questionnaires techniques is probably no good, but referred
several times to the ‘adison Avenue" approach. ife said that we
should be more forceful and make a greater effort to find out
how we can help the consumer--again pointing to personnel contact
between the area men in the HSC staff and area exnerts in the
Agency. With regard to focus, he also said he believes we should
try more experimental products, the same products in a variety of
formats and particularly try to experiment with new methodologies.

¢. !Mr. Marshall then cited some "Organization and
Managenent Changes' which he opined are necessary in order to ret
new approaches off the ground. Ile said that it has proven nost
difficult to get experinmental efforts gecing because on-line pro-
duction offices are reluctant to put good people on problens
being dealt with in an experimental mode. ile sugpested that a
separate unit(s) be sct up for the sole purpose of experimentation
in the ficld of intelligence production. ile cited training of
analysts to work in the field of new methodologies as important.

d. He then turned to the "quality of analysis.” ile

- stated that nuch of cur analysis is wanting in interpretation,
not just occasional holes, bhut with respect to "whole prosrams."
Hle charged that we fail tc answer vital questions of "Ithy?" or
"What MNext?" and that we fail to put forth adequate hypotheses.
He noted that there is not much in the way of reasoning behind
our intelligcnce statements and that they cannot be compared

at a future date. In sum, he clained, we have provided few
"basic answers'' over the 10 to 20 years of our existence. In

a provocative assertion, he clained that in order to vrovide
answers to fundanefital questions, he could do almost as well by
dragging in a bunch of "people off the street.” Ve just are not
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good enough. As a corrective, he urged we adopt the use of
footnotes citing sources and append annexes which lay out the
reasoning behind intelligence statcments. He repcated that it
is difficult to find "real analysis" in our products. Ile also
suggested that we try harder to reach '"our real readers" who,
he suggested, are the staff persons working for top leaders,
€.g., the NSC staff. He again stressed the importance of good
summarics for top readers. He suggested that we experiment
more with visual, rather than word, presentations of material,
e.g., cartoons. To improve the analytical quality of our pro-
duct, he proposed that we institute an RED effort in analysis,
giving in-depth study to selected topics and that we make an
effort to develop means of conducting a critical review on a
sampling basis in order to get feedback.

e. Turning to new methods, he held up Bayesian
analysis as providing a systematic way of handling uncertainties,
citing Dr. Kissinger's comment to hinm that policy-making is
"betting on the future.” !Mr. Marshall sugeested, that we might
try expressing our intelligence judgments to Dr. Kissinger in
the form of betting odds. He also mentioned the Burcaucratic
Politics model of analysis followed by Graham Alison as a useful
means of interpreting the behavior of other governments. He
cited Kuhn's Scientific Revolution as useful reading, and held
up the behavioral sciences as potentially useful in gaining
insicht into the actions of kev foreien lcaders, noting the
as helpful.

3. As to "cautionary tales,” Mr. Marshall gave his vicw
that game theory has not been very useful. le cited the barriers
that exist to innovation, giving as an example a rather lengthy
effort on his part going back to 1958 while he was at RAND to
get the Agency to take a new tack in analyzing Soviet weapons pro-
grams.

he
S

4. Mr. Marshall stated, in summary, that he feels that
Agency should take the leadership in certain key areas vis-a-v
universities and think-tanks. ile said in somc cases these are
areas in which CIA is falling behind. He urged that the Agency
have closer contact with this outside work. HHe observed that we
should not expect this work to be developed outside to the extent
that it then be handed to CIA and immediately applied.

t
i
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5. The question and answer session served mainly to
amplify some of Mr. Marshall's statements. One exchange con-
cerned the unwillingness of the consumer to "level®™ with CIA
--saying only good things to us, but voicing dissatisfaction
to others such as Marshall. le again implied that the burden
of producer-consumer comnmunication falls on the intelligence

producer.

| STAT

Chief, Senior Semilnar

e VLT ouLd
T omm Liiideneem®

| STAATIVE
Approved For Reled%4"2003/05/05 : CIA-RDP84-00780R005600030013-6




STAT
Approved For Release 2003/05/05 : CIA-RDP84-00780R005600030013-6

Next 1 Page(s) In Document Exempt

Approved For Release 2003/05/05 : CIA-RDP84-00780R005600030013-6



[].. uneLASSIFIEDAPProvEY FO¥RRAISe 2003/05/05 : CIA-RDR84:00/RIRODBRI0030013-4_] SECRET

’\

ROUTING AND RECORD SHEET

" SUBJECT: (Optional}

Senior Seminar Procedures B D e wegIB1 R ¥
FROM: EXTENSION | NO. . . 5
DDS DATE )
4 MAR 1973
T0: (dfﬁcer designation, room number, and DATE )
building) OFFICER’S COMMENTS (Mumber each comment to show from whom
: INITIALS . to whom. Drow o line across column ofter each comment.}
RECEIVED FORWARDED
Con Bz... -
7E 12 Hgs. “39///73 o b see
2. ! ' ‘ OTR 15 SE~Drare PIES
gf A 30 FED MmFR TP
3 Hurrevca, PnocroR v Lenman .
- Mr. W.E. Colby , 0056 [ THERE AR OTHENS it
7D 59 Hgs. - 3// 3/9/ LY - i
SHoutn Az COPIEL EST
4.
/4 L/ 5/ ( Avew. %
5. 7 A ‘ \ '

> DDOSY T sTAT
6. ) %L

11.

12.

AT | 37051057 CIA-RDPB A0 78qR0MG600030p43-8, .
S £10UBE" [ secaEr ] COMFIDENTIAL fYO7RARA0AC00030043-8; ey assiien




STAT Approved For Release 2003/05/05 : CIA-RDP84-00780R005600030013-6

Next 1 Page(s) In Document Exempt

Approved For Release 2003/05/05 : CIA-RDP84-00780R005600030013-6



